APPENDIX 6

Standard Setting Focus Group Framework and Implementation



APPENDIX 6a

Standard Setting Guidelines



WORKLOAD STANDARDS SETTING GUIDELINES

Group consensus process. Standards setting is similar to doing a structured estimation
time study. An instrument will be used for this process that lists all units of service, with
the time study average time per month for each, and with blank columns for estimating
what the times should be at a minimal and an optimal level in order to accomplish best
practices.

¢ The group will look over each unit of service assigned to their group, and decide if
the time required to achieve best practices should be the same, more, or less time than
that from the October 1999 time study. If they decide that it should be different, they
will estimate how long it should take (how much more or less time).

e The group will also justify why their minimal and/or optimal estimates should be
different than it is under current circumstances, as reflected by the time study, by
identifying where corners are being cut or too much time is being spent. The tasks
that are being given insufficient or excessive time will be documented with how
much more or less time should be spent on them for minimal and optimal levels
necessary to achieve best practices, and why the time should be different than it is
under current circumstances.

e After setting standards for a unit of service the group will convert the standard times
into caseload as a check on the accuracy of the standard. They will ask themselves,
“If a worker were doing only work with this type of unit of service, would this be a
reasonable specialized caseload for this type of work?” If the answer is yes, then the
standard is reasonable, if no, then they need to change the standard to a reasonable
level.

e The group will achieve consensus where possible, with every group member
agreeing. If consensus is not possible for any particular unit of service, then a
majority will determine what the standard should be.

e Other comments will also be documented (e.g. comments about the effectiveness or
ineffectiveness of certain tasks, what is considered best practice and what is not).

Materials needed: For group members, a copy of the list of Units of Service and Task,
and Definitions of these, and a copy of the standards setting instrument that includes
average time per month for each unit of service being considered, and a list of tasks for
the selected units of service with average time per task. Leaders will also need a printout
of the data from the time study and a worksheet with the formula for converting workload

to caseload.

Product. A set of standards indicating how much time should be spent on the units of
service, with comments justifying why the standards should be different from the time
study, including comments about best practice.



CALIFORNIA SB2030 TIME STUDY

FORMULA FOR CONVERTING WORKLOAD TO CASELOAD
Case-Related Time Available = 112.04 (64.69%)

Non-Case Related Time = 61.16 (35.31%)

EXAMPLE

Case-Related Hours/Month / Avg. Hrs/Unit of Service/Month = Caseload

[ 112.04 | 7.0 | 16




APPENDIX 6b

Unit of Service Core Workload Standards



CALIFORNIA SB2030 WORKLOAD
CORE WORKLOAD STANDARDS

UNITS OF SERVICE STANDARDS STATUS

FOCUS GROUP & UNITS OF SERVICE

STANDARDS NEEDED

Prevention & Community Based Collaboration Focus Group

Prevention

221A- Child Abuse Prevention Yes
222B- School/Center/Police-Based Prevention No
Community-Based Collaborations
200A- Collaborative/Direct Services (CWS) Yes
201B- Collaborative/Direct Services (Non-CWS) Yes
202C- Collaborative/Planning (CWS) Yes
203D- Collaborative/Planning (Non-CWS) Yes
Emergency Response Focus Group
Dependency Investigation/Intake
204A- Dependency Investigation Activities Yes
Emergency Response
300A- Screening/Hotline/Intake Yes
301B- Investigation (ER) Yes
302C- Court Intervention (ER) Yes
Family Maintenance Focus Group
400A- Investigation/New Allegation-FM Yes
401B- Voluntary Services Yes
402C- Court Ordered Services Yes
403D- Family Preservation and Support- Intensive Yes
Home-Based Services
Family Reunification Focus Group
500A- Investigation/New Allegation-FR Yes
501B- Work with Children in Out-of-Home Care, Yes
Voluntary
502C- Work with Children in Out-of-Home Care, Yes
Court-Ordered
503D- Services to Parents with Children in Out-of- Yes
Home Care, Voluntary
504E- Services to Parents with Children in Out-of- Yes

Home Care, Court-Ordered




FOCUS GROUP & UNITS OF SERVICE

STANDARDS NEEDED

Permanent Placement and Adoption Focus Group

Permanent Placement

600A- Investigation/New Allegation-PP Yes
601B- Permanency Planning Assessment and Yes
Facilitation
602C- Work with Child/Family/Guardian (Case Yes
Management)
Adoption
900A- Investigation/New Allegation-A No
901B- Recruitment, Inquiries, and Preliminary No
Screening of Adoptive Parents
902C- Study of Adoptive Homes - No
903D- Adoptive Placement Services No
904E- Adoptive Supervision No
905F- Post-Finalization Services No
906G- Non-CWS Adoptions No
Out-of-Home Care and Licensing Focus Group
700A- Investigation/New Allegation-OHC Yes
701B- Investigation-Licensing Complaint No .
Yes
702C- Recruitment, Inquiries and Preliminary
Screening of Licensed Foster Parents and
Relative Homes
703D- Study and Supervision of Substitute No
Caregivers
704E- Assessment of Foster Homes (Non-Relative) No
705F- Assessment of Foster Homes (Relative No
~and Kinship Homes)
706G- Special Needs Home Certification and No
Training '
707H- Foster Care Placement Services No
708i- Development and Re-certification of Foster No
Homes
709J- Foster-Adopt Home Services No
Child Care and Other Focus Group
Child Care
800A- Investigation of Licensed and Non-Licensed No
Child Care Facilities
801B- Recruitment, Inquiries and Preliminary No

Screening of Licensed Day Care Facilities




FOCUS GROUP & UNITS OF SERVICE

STANDARDS NEEDED

802C- Study & Supervision of Day Care Facilities No
803D- Day Care Placement Services No
804E- Development and Re-certification of Day No
Care Facilities
Other
1000A- Other Clerical Functions No
1001B- OTI (Out-of-town inquiries) Yes
1002C- ICPC (Interstate Compact on Placement) Yes
1003D- Inter-County Work (Inter-County Yes
Transfer /Courtesy Supervision)
1004E- Home Study — Non-CWS (ordered by Yes

probate or family court)




APPENDIX 6¢c

Special Studies Time Survey



{Administrative, Case Related
!

Client Contact, non face to face

! L

16 Direct contact with child by phone

Communication & training with other government/community agencies

22 Direct contact with parent by phone

79 Complaints from community/others (handling) |

28 Direct contact with family by phone

80 Computer/technology/mechanical waiting/down

21 Direct contact with child by letter/email/fax

time (CWS/CMS and non-CWS) | ]

27 Direct contact with parent by letter/email/fax

81 Forms completion (includes administrative and

33 Direct contact with family by letter/email/fax

case-related) |

82 Information and referral

83 Mail/Fax/E-mail/Voice mail, etc.

Case Related, non client

84 Meetings, committees, task force activities

10 Case consultation, info. sharing & case staffing

85 Miscellaneous activities (includes MID)

11 Concurrent planning/ Joint adoption assessment

86 Multi-disciplinary/Inter-agency Teams/

MDIT/CAC/SB933/child death review

13 Contact with referral source/reporting party

87 Non-CS Programs Screening/Services

88 Photocopying | |

89 Recruit and supervise students & volunteers

General Case Related

90 Resource development [

15 Develop case plan (Non-computer)

91 Sending & retrieving cases to/from storage

34 Eligibility determination & redetermination

92 Special Reports, Fact Sheets, & Special Studies

35 Group counseling |

94 Typing | 1

36 Review of case history

95 Word processing/Data entry (Non-CWS/CMS)

37 Review of case records — peer & supervisory

96 Work planning and preparation

38 Risk Assessment

97 Worker-Supervisor conference

39 Safety Assessment

41 Waiting time other than court

42 Work with service providers

43 Work with out-of-home/substitute caregivers

Court-Related Tasks
|

76 Case audits/compliance review

Child welfare court mediation

77 Client education and training

45 Court appearance/ testimony

46 Court liaison/recommendations/court officer

47 Court preparation (other than documents)

Client contact, face to face

48 Court waiting time | |

l I

49 Preparation of court-related documents (non-CWS/CMS

17 Direct contact with child in field- case mgmt.

computer system) | |

18 Direct contact with child in field- counseling

50 Termination of parental rights activities

19 Direct contact with child in office- case mgmt.

20 Direct contact with child in office- counseling

Travel

14 County car -- locate & maintain

23 Direct contact with parent in field- case mgmt.

40 Transportation of client

24 Direct contact with parent in field- counseling

93 Travel (other than client transportation)

25 Direct contact with parent in office- case mgmt.

26 Direct contact with parent in office- counseling

CWS/CMS Codes

Included all Tasks with CWS/CMS Codes

29 Direct contact with family in field- case mgmt.

30 Direct contact with family in field- counseling

31 Direct contact with family in office- case mgmt

32 Direct contact with family in office- counseling

12 Contact with collaterals, providers, other resources
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APPENDIX 6d

Scenario Example: Emergency Response



California SB 2030 Workload Standard Setting Scenario

Emergency Response — Investigations

Step 1 — Review the Policy Worksheet for ER — Investigations
Key Questions:
v’ Are all the required tasks being done routinely?
v" ‘Which ones are not being done routinely?
v" Which required tasks, if any, are routinely being shortchanged?

Step 2 — Review the average time required to provide the ER Investigation for a
month (5 hours and 47 minutes), the time and frequency per case for each
task.

Among other things investigations include the time to contact collaterals, visit the family,
see the children, review case records, prepare case records, and travel to the family’s
home. Sometimes they may involve arranging for evaluations or tests, working with law
enforcement personnel or hospital staff. In some cases emergency short term services
like day care or placement are needed. Some of these activities are performed for every
investigation, while others are performed for just a few investigations. Some
investigations are straightforward and completed in a few days, while others are complex
and take more than a month or two to resolve. Try to keep the “usual” investigation in
mind rather than the exceptional.

Key Questions:

v" On average during a four week period and if you do a good investigation, do you
think that you can do an adequate or minimal job in 5 hours and 47 minutes?

v" What kinds of activities do you believe are routinely shortchanged?
v' Are these activities not given enough time?
v' Are these activities not done enough times during the investigation?

You may wish to review the time study data showing the average time spent on a task per
case and how often this is performed.

SB 2030 Workload Project 1



Step 3 — Set Standards

With your colleagues, consider what time it takes to perform an adequate or minimal
investigation from Steps 1 and 2 above. Now, consider what the optimal time on
average would be to perform an investigation. One way to think of optimal is where you
are 90% confident that children are safe, that whatever services you put in place would
keep the children safe. Also, that your documentation of the case would account for all
your decisions and help the next worker or supervisor involved in the family understand
the circumstances, and that whatever follow-up was needed got put in place.

Key Questions:

v" How much more (or less) time on average would be needed to do an adequate or
minimal investigation?

v" How would you justify this increase or decrease?

v" How much more (or less) time on average would be needed to do an optimal
investigation?

v" How would you justify this increase or decrease?

Step 4 — A Reality Check

For a worker who only handles ER- Investigations, consider how many cases (caseload) a
worker would be assigned if the amount of time from your standard was the actual time.
For example, if it requires two additional hours per month to perform an adequate or
minimal investigation (7 hours and 47 minutes), then a worker could be working on 13.6
investigations on average each month.

Key Questions:

v" Is the amount of time to conduct an adequate or minimal investigation
reasonable given your understanding of the resources that you think are likely
be available to your agency?

v" How does the standard need to be adjusted in light of this reality?
v Is the amount of time to conduct an optimal investigation reasonable given
your understanding of the resources you think are likely be available to your

agency?

v" How does the standard need to be adjusted in light of this reality?

SB 2030 Workload Project 2



APPENDIX 6e

—

Emergency Response Participant Packet






EMERGENCY RESPONSE
WORKLOAD STANDARDS WORKSHEET
1999

Case-Related Time Available = 105.1 hours per worker (65%)
Non-Case-Related Time Available = 68.2 hours per worker (35%)

UNIT OF SERVICE MINIMAL STANDARD OPTIMAL STANDARD
(in hours per month) (in hours per month)

Dependency Investigation/Intake

204A- Dependency Investigation Activities

Emergency Response

300A- Screening/Hotline/Intake

301B- Investigation (ER)

302C- Court intervention (ER)
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APPENDIX 6f

Prevention and Community Based Collaboration Participant Packet






PREVENTION & COMMUNITY-BASED COLLABORATION
WORKLOAD STANDARDS WORKSHEET
1999

Case-Related Time Available = 105.1 hours per worker (65%)
Non-Case-Related Time Available = 68.2 hours per worker (35%)

UNIT OF SERVICE MINIMAL STANDARD OPTIMAL STANDARD
(in hours per month) (in hours per month)

Prevention

221A- Child Abuse Prevention

222B- School/Center/Police-Based Prevention

Community-Based Collaborations

200A- Collaborative/Direct Services (CWS)

201B- Collaborative/Direct Services
(Non-CWS)

202C- Collaborative/Planning (CWS)

203D- Collaborative/Planning (Non-CWS)
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APPENDIX 6g

Family Maintenance Participant Packet



core




FAMILY MAINTENANCE

WORKLOAD STANDARDS WORKSHEET

1999

Case-Related Time Available = 105.1 hours per worker (65%)
Non-Case-Related Time Available = 68.2 hours per worker (35%)

UNIT OF SERVICE

MINIMAL STANDARD
(in hours per month)

OPTIMAL STANDARD
(in hours per month)

400A- Investigation/New Allegation-FM

401B- Voluntary Services

402C- Court Ordered Services

403D- Family Preservation and Support-
Intensive Home-Based Services
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